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Introduction 

 

An Annual Report of the Independent Reviewing Officer (IRO) Service for Children Looked 

After is a requirement of the IRO Handbook (Statutory guidance for IROs and LAs on their 

functions in relation to case management and review for Children Looked After 2010).  

The Handbook requires this report to be presented to the Corporate Parenting Board 

(Steering Group) and identifies the information the report should provide. The Ofsted 

report (IROs: taking up the challenge - June 2013) noted IRO reports should include the 

IRO suggestions for how the LA could improve their services to Children Looked After. 

 

 

Purpose of Service and Legal Context  

 

In South Gloucestershire the IRO role is undertaken by Quality Assurance Managers who 

have a dual role of reviewing Children Looked After and chairing Child Protection 

Conferences. This report focuses on their role in respect of Children Looked After and 

refers to them as IROs throughout. 

 

The appointment of an IRO for every Child Looked After is a legal requirement under 

section 118 of the Adoption and Children Act 2002. The IRO role was strengthened in the 

Children and Young Person’s Act 2008 and the Care Planning, Placement and Case 

Review Regulations 2010. The Legal Aid, Sentencing and Punishment of Offenders Act 

2012 (LASPO) arrangements from 2012 placed a responsibility on Local Authorities to 

treat all children remanded to custody as Children Looked After. 

 

Every child who is looked after must have a care plan which details the long term plan for 

the child’s upbringing and the arrangements made by Children’s Services to achieve this 

and meet the child’s day to day needs. The task of the IRO is to regularly review this care 

plan in accordance with statutory timescales through Children Looked After reviews to 

ensure each child’s needs are being met.  

 

 

In doing this the IRO provides independent oversight of both the care provided to individual 

children and the local authority’s performance as a Corporate Parent, identifying concerns 

around specific cases and themes in relation to care planning, bringing these to the 

attention of senior managers who, as corporate parents, are required to act as a 

responsible and conscientious parent would for their own children. 
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To undertake their duties IROs are required to understand the relevant childcare law and 

legal processes involved when children are looked after by the state, have awareness of 

the children’s rights framework and of issues particular to children in public care. Key 

legislation they are required to be familiar with include: 

 

 The Children Act 1989 

 The Children ( Leaving Care ) Act 2000 

 The Adoption and Children Act 2002 

 Children And Families Act 2014 

 

The IRO’s primary role is to quality assure the care planning and review process for 

Children Looked After and ensure this is achieved within statutory timescales.  They need 

to ensure that the care plan fully reflects each child/young person’s needs and that the 

actions set out in the plan are consistent with the local authorities’ legal responsibilities 

towards the child/young person. IROs have a duty to listen to the young person’s voice 

(wishes, feelings and experience) as their care plan develops. They are responsible for 

assessing whether the care plan meets the needs of the child, to monitor and review the 

child’s case throughout the year and, where necessary, challenge practice and decision 

making. The IRO has a key role in identifying drift in actions and raising concerns with the 

appropriate operational staff or managers. IROs have a specific responsibility for ensuring 

that appropriate decision making processes and assessments have taken place for any 

siblings brought into care and placed separately from each other. IROs have a 

responsibility to ensure that reunification of children occurs with parents or relatives 

wherever this is in the child’s best interests. IROs have a duty to ensure that the Local 

Authority provides adequate support for children leaving care and a review is held. IROs 

have a duty to ensure that the Local Authority provide a good quality of support (education, 

health and psychological services) before transition to adult services occurs and advise 

an early review to achieve this. IROs are expected to be involved in key meetings, court 

processes and to be kept informed of any key events in the child’s life. It is not, however, 

the IROs role to manage the case, supervise the social worker or create the care plan. 

The IRO does not hold case responsibility or make the decision for coming into care. The 

IRO does however, have influence over the quality of planning and the focus on potential 

reunification or exit from care. IROs provide a written record of the review process, noting 

the voice of the child (wishes, feelings and perceptions of events), views of the birth 

parents or significant adults, the views of involved professionals and an overall quality 

statement of the whole plan. The care plan itself notes contact with key relatives the 

education, psychological and emotional development, and the health of the child in care. 

The review often recommends additional actions and interventions and these are recorded 

in the review report for the responsible team manager for consideration and action. 
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The Quality Assurance and Reviewing Unit 

The Quality Assurance and Reviewing Unit (QARU) sits within the Commissioning, 

Partnership and Performance division of the Department of Children, Adults and Health 

and is independent of operational social care management. The Unit is staffed by 7.8 full 

time equivalent Quality Assurance Managers and a full time Manager. All QAMs are 

experienced registered Social Workers, most having had previous management 

experience, with a range of experience across all areas of Children’s Social Work. 

 

Generally this has been a very stable team, but significant staff sickness in the second 

half of 2018, along with long-term illness of the unit manager, led to substantial service 

disruption and performance challenges. Agency staff were brought in to cover the shortfall 

for most of 2019. Since December 2019 the role of unit manager has been recruited to 

and filled by one of the QAMs and their post backfilled with an agency QAM. A permanent 

staff member has now been recruited to this role and will take up post in June 2020, this 

will mean that all posts in the team are filled with permanent members of staff.  

   

All the team chair Child Protection Conferences and Reviews of Children Looked After, 

hence in managing caseloads we work at half the national guidance - full time IRO to have 

caseloads of between 50 -70 Looked After Children (IRO Handbook). Numbers by 

themselves are a crude indicator of workload given that children and young people’s 

circumstance and situations vary in complexity, and in distance which needs to be 

travelled. Children who are recently accommodated, placed at significant distance away 

from their home local authority, who are subject to Care Proceedings or have had a recent 

placement change need more scrutiny and oversight than children who are in long term, 

settled foster placements.  

 

In addition to the chairing of Looked after Reviews, increasing expectations/requirements 

of the IRO has meant they have greater contact with children and with the progress of 

their Care Plan than ever before.  IROs are attending professional meetings related to 

children, meeting carers, family members, prospective foster placements and adoptive 

placements and diaries also evidence their individual meetings with children, both as part 

of their review and between reviews. In the past IROs have not always recorded this work, 

seeing it as part of the review process .This has led to criticism within successive Ofsted 

assessments, as a result of which there has been a renewed focus on recording this 

activity. It remains an area of continuing development and audit. 

 

Business support for the IRO role has recently been increased to one fulltime post. This 

role assists in the preparation for CLA reviews by sending out invitations and consultation 

forms and sending out notes following the review, checking that dates for future reviews 

are within timescales and tracking Quality Assurance Forms and checklists. This has a real 

impact on supporting the CLA review process and in ensuring reviews are scheduled to 

meet expected timescales and that minutes are able to be distributed within 20 working 

days. 
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The South Gloucestershire Context    

  

South Gloucestershire has a total population of 282,600 approximately 53,000 children are 

aged 0 – 15 years (Office for National Statistics). The 2018 census (the most recent source 

available) indicates that those from Black and Minority Ethnic (BME) groups make up 5% 

of the total population. The spring 2016 school census shows that 14% of the school 

population in South Gloucestershire are from BME backgrounds and that there are 6.7% 

of young people in the schools population for whom English is an additional language.  

 

The Children in Care Population  

 

At the beginning of April 2019 there were 192 children in the care of South Gloucestershire 

council. There has been a very slight increase over the course of the year, from April 2019 

to March 2020, with 132 children entering care, so that at the end of March 2020, 220 

children were looked after by South Gloucestershire council. This is the highest number 

of children in our care for the last 10 years (previously the highest number of children 

looked after was recorded in 2011/2012, when 212 children were in the care of South 

Gloucestershire Council). This reporting year 93 children and young people have left care, 

compared with 92 last year. As noted above the number of children/young people coming 

into care has increased by 28 since last year.   

 

Age of Children Looked After Population 

At 31st March 2020 

Age Group Total  % 

00-04 Yrs 63 30% 

05-09 Yrs 50 24% 

10-15 Yrs 74 35% 

16-17 Yrs 23 11% 

Total 210   
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Accommodated By Age Group 2019/20 
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Children Entering and Leaving Care 

 

 
 

Reporting Year Entering Care Leaving Care Number of LAC  

at   year end 

April 10 - March 11 113 108 211 

April 11 - March 12 104 103 212 

April 12 - March 13 103 149 167 

April 13 - March 14  90  87 107 

April 14 - March 15  88  78 178 

April 15 - March 16  96 105 166 

April 16 - March 17  91  76 181 

April 17 - March 18  99 105 196  

April 18 - March 19  98  92 192 

April 19 – March 20 132 93 220 

 

Some children may enter and leave care more than once during the year which accounts 

for the figures not marrying up exactly. 

 

Stability for our Children Looked After  

2 (5.4%) of our CLA have had 3 or more moves over the last year, which compares with 

our statutory neighbours figures of 10.7%. 

Long term stability is 76.3% consisting of 55 children looked after (aged under 16yrs) in 

care for two and a half years of which 42 have remained in the same placement for that 

time.  

 

 

Age When Accommodated 12 month period to March 2020 

 

As in previous years young people aged 10 -15 years made up the largest group (74) 

coming into care in South Gloucestershire. The cause will be the result of problematic 

family relationships which may be a consequence of changes in adult relationships, family 

structures, and young people exerting their personality, exacerbating already difficult 

relationships. At 16 years young people can request care and are accommodated under 

a voluntary arrangement (Sect 20 1989 Children Act), this is the same for young homeless 

people who are assessed to be vulnerable and need the care and support we provide. 
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Children Looked After and CP Plans 

 

At the end of March 2020 there were 9 Children Looked After who were also subject of a 

Child Protection Plan. This is unusual, generally when an Order is made by the Courts 

giving the local authority parental responsibility (Care Order) the CP Plan is ended as we 

believe they are safe from parental harm. However these young people were identified as 

being at continuing risk of harm from people/situations in the wider community and a multi-

agency CP Plan is assessed as being needed. The risks these children/young people are 

facing are in relation to exploitation, criminal or sexual or that associated with substance 

misuse. Their previous abuse has left these young people very vulnerable with a desire to 

belong, to fit in and be loved, needs which override recognition of risk and they are easily 

targeted and drawn into situations from which escape can be scary and difficult to separate 

themselves from; this is especially so in relation to Child Sexual Exploitation. The ages of 

these young people ranges from 11 years upwards. South Gloucestershire is developing 

a risk management pathways so that cases of exploitation are considered in an alternative 

forum to child protection conferences.  

 

Ethnicity of Looked After Children 

 

The majority of our Children Looked After are white British (84%) reflecting the population 

of the area. However the number of children from Black Minority Ethnic (BME) 

backgrounds has increased over the past few years as a consequence of the changing 

nature of the population. 

At the end of the year there were nine unaccompanied asylum seeking children in our care 

(just 4% of CLA population). These young people have had hugely traumatic life 

experiences and to understand, support, and meet their complex emotional needs 

presents challenges for the Local Authority. IROs need to ensure Care Planning 

addresses cultural, language, emotional, educational, health and religious needs.  

The majority of carers with whom children are placed are white. Cultural and heritage 

issues related to a child’s ethnic background are crucial to ensuring all protective factors 

are supported to enable a child to achieve their best outcomes and to continue to have 

contact with their ethnic community and value their own culture and heritage. IROs explore 

how these needs are met and will raise as a concern if these needs are not being 

recognised and steps taken to meet them; this is usually by ensuring carers and workers 

develop links with relevant communities in Bristol. This is especially true for the UASC, 

some of whom are placed outside of South Gloucestershire to enable placements with 

carers who have experience of caring for these young people or who live near more 

ethnically matched communities. 
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Children Looked After Legal Status  

 

At the end of March 2020 142 children (75%) were looked after under a legal order- 96 

(44%) on a Care Order, 46 children (21%) were on Interim Care Orders meaning that the 

court process to determine their future care arrangements had not been completed. 9 (4%) 

children have had a Placement Order granted, meaning that a care plan for adoption has 

been agreed by the court.  The number of children looked after under Section 20  (1989 

Children Act) whereby parents have requested this or are in agreement with the Local 

Authority assessment that they should be looked after, has reduced significantly in recent 

years following a High Court Judgement and continues to reduce  i.e.  42% March 17 to 

35% March 18 and 69 currently (31%). Section 20 is now seen as only being a short term 

agreement or used for children in their late teens, a number of whom enter care aged 16 

-17 years and have been assessed as vulnerable and in need of the accommodation and 

support being Looked After provides. Unaccompanied Asylum seeking children/young 

people are cared for under Sect 20.    
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IRO and CAFCASS 

 
The IROs have a direct relationship with CAFCASS Guardians; there is regular contact 
between the children’s Guardian and the IRO during the course of Care Proceedings,  
Proposed Care Plans are discussed. The views of the IRO are conveyed to the Court 
and Guardians alert IROs to any issues requiring particular oversight following 
completion of proceedings. Additionally the IRO service can refer directly to CAFCASS 
where deficits within the CLA process cannot be resolved using the Dispute  
Resolution Process but are sufficiently significant as to impact on the outcomes for the  
child. To date we have not had to refer any case to CAFCASS.  
    
 

Where Children are placed 

 

We have a significant number of children/young people in care living at considerable 

distance away from South Gloucestershire due to their specific and complex needs and 

to some extent shortage of available placements locally. Many of these young people are 

in residential care and are reviewed more often than statutory guidance because of their 

needs and vulnerabilities being placed so far from home. The distance adds additional 

pressure on time for both families, IROs and social workers to travel to see the young 

person. Where and when it is right for the child or young person to return to South 

Gloucestershire, this is planned and the IRO contributes to this planning. Of the 220 

children in care at the end of the March 2020, 132 of them were accommodated within 

county borders and so 88 were outside 

 

Number of Reviews and Timeliness 

  
Reviews are subject to statutory timescales, the first must be held within 20 working days 

of becoming Looked After, the second within 91 days and thereafter at intervals of not 

more than 182 days. Regulations require a review should be held to consider any 

proposed changes to the Care Plan or whenever requested by the IRO.  

 

The table below shows IRO workload and performance over the previous 5 years in 

relation to CLA Reviews. The number of CLA reviews chaired is an approximation as 

information about reviews gathered from Mosaic is complicated by the database only 

registering when the review process as a whole is completed. New, more accurate reports 

are currently being developed. 

 

The local target for reviews being held in timescale is 95%. We consistently strive to 

achieve this and at each review the next one is scheduled within statutory timescale and 
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allowing some leeway for unexpected events which may impact on timeliness. The 

checks built in to our business support process alert IROs if they have inadvertently made 

a mistake in the scheduling of a review and it is immediately rectified. However on 

occasions events closer to the time of the review impact on timeliness, we will always 

prioritise the inclusion of a child or young person in their meeting over meeting a deadline 

and the majority of out of time reviews are for appropriate child focussed reasons. 

 

 

 14/15 15/16 16/17 17/18 18/19 19/20 

Number Looked  

After 

(highest monthly 

 number)  

 

181 

(Feb 15) 

176 

(August 

 15) 

181 

(March 

 17) 

196 

(March  

18) 

199 

(July 18) 

220 

(March 20 

Number of CLA  

Reviews Chaired 

 

 

530 

 

 

541 

 

565 

 

561 

 

 591 

 

584 

% CLA Reviews  

Held in timescales 

 

 

71.6% 

 

73.6% 

 

75% 

 

84.4% 

 

67.4% 

 

87% 

 

The reasons for late reviews are looked at each month and reported to the management 

team in the QARU Performance Report. Other identified reasons are 

  Availability of young person especially when they are involved in after school 

/sports activities or contact or work. 

 Changes of social worker and new worker either not being aware of review date or 

unable to be there (other commitments i.e. Court Hearings, training, A/L, social 

worker and IRO not working same days) 

 Delay in allocation of new worker due to vacancies when workers leave 

 Availability of carers due to demands of other placements /own children 

 Sickness of a key professional e.g. IRO, SW, Foster Carer  

 Miscalculation of review dates.  (NB this is not an acceptable reason given there is 

a clear process in place to avoid this and is immediately picked up with the 

responsible IRO)  

  
 

Children/Young People’s participation in their Reviews - Promoting the Voice of 

the Child 

 

A key requirement for the IRO is to ensure the voice of the child is heard and their wishes 

and feelings are taken into account in planning for their care. Children and young people 

generally participate in their reviews. IROs know that for some this may be a daunting 

experience so reviews are arranged individually to support meaningful participation. IROs 

meet with children/young people before the review to hear their views and discuss how 

they will participate e.g. attending for some or all of the review. We have had exciting 

examples of engaging children and young people more creatively in their reviews and the 
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introduction and use of “Signs of Success” lends itself to this. Interpreters are offered for 

those whose first language is not English and children with disabilities or communication 

difficulties will be supported to express their views with help of their carers, specialist 

worker or advocate. All our young people are offered an advocate to support them at their 

reviews and help to express their wishes and feelings.  

 

 

Children and Young people are encouraged to complete the Consultation forms; this 

provides evidence of their contribution in their words. When these were launched it was 

agreed it should be the task of the social worker to work with the child to complete the 

form.  This should be done in a visit before the review, preparing the child for the meeting, 

helping them to be clear about what they want to say, where they would like the review to 

take place, who should be there or who they do not want present.  We continue to receive 

very few completed forms, so IROs spend individual time with the child. The “Usincare” 

website allows children and young people to complete consultation forms “on line” but 

again very few choose to do so. We need to explore other methods that children can relate 

to and feel comfortable with. What we do know is that some children and young people 

particularly value face to face contact with their IRO, especially when they have known 

them over a period of years and established a good relationship.  

 

 

We give all Children in Care information about who their IRO is and how they can contact 

them when children first become looked after. We have developed introductory leaflets in 

consultation with our Children in Care council, they are sent out to all children and young 

people and they have contact details and a photograph of the IRO.  All IROs have child 

friendly business cards to give out, detailing their names and contact numbers. IROs see 

some children between their review, perhaps taking them out for an activity or just 

spending time with them to better understand the child’s needs and develop the 

relationship e.g. “Visit to A, we went out for tea, A said all is good for her and she has no 

worries at the moment”.  

 

IROs offer all their children and young people the opportunity to have extra contact in 

between reviews; some choose not to take this up and some request a check in by phone 

or text rather than in person which is always respected.  

 

 

An independent organisation, Reconstruct, is commissioned to provide an “Opt out” 

advocacy to Children Looked After. They make contact with children aged 10 years and 

over before each review offering support.  Many children feel they have people in their 

lives who can and do support them but for those who haven’t felt this, the role of the 

advocate in enabling the child /young person to have their view presented clearly and be 

heard has been invaluable.  
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As evidenced in feedback from the advocacy service  

 

 

 

 

 

 

 

 

 

“I am glad I went to the meeting, I felt I was listened to’ I was not given a 

choice where I wanted to live, but now having my voice heard, they know 

how that made me feel and they are now talking to me and discussing 

choices.  This has made a huge difference to me.” 

 

 

Our year end participation figure, for children and young people taking part in their review 

meetings was 98%.   

 

 

The Education of Children Looked After   

IROs are acutely aware of the challenges Children Looked After face in achieving 

educationally and they ensure in their review preparation and the review itself that there is 

a focus not just on reviewing the Personal Education Plan, but understanding how the child 

experiences school, what they enjoy, what they are good at, where they struggle and what 

support they would like. The Virtual School drives the educational achievements of Children 

Looked After. IROs will regularly raise any concerns directly with the virtual school 

teachers. Schools do not routinely attend review meetings, this is deliberate, often at the 

request of the young person, to help keep meetings small and attended by those people 

the child wants to be there, but actions relating to school will be identified as necessary. 

Young People aged over 16 years should be in education or training, this can be 

challenging and there are occasions when despite some very creative offers, young 

people’s engagement is inconsistent. The IRO will raise concerns where efforts to meet a 

young person’s education or training needs are not being made or being sufficiently 

creative to engage the young person. IRO’s will attend PEP meetings if they feel this is 

necessary or helpful and if requested to do so by the young person   

 

 

She made my voice 

heard at meetings. 

“I feel more 

confident now that I 

have been listened 

to” 

 

“She was 
really kind and 
understood 
my culture.” 
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Health  

 Children Looked After and young people share many of the same health risks and 

problems as their peers, but often to a greater degree. They often enter care with a poorer 

level of health than their peers, in part due to the impact of poverty, abuse and neglect. 

ONS survey of the health of Children Looked After found that two thirds of CLA had at least 

one physical health complaint. Children Looked After are more likely than their peers to 

experience problems including speech and language problems, bedwetting, co-ordination 

difficulties and eye or sight problems.  Similarly Children Looked After have significantly 

higher rates of mental health disorders e.g. clinically significant conduct disorders were the 

most common amongst Children Looked After (37%), while 12% had emotional disorders 

(anxiety and depression) and 7% were hyperactive  (Meltzer H 2013). 

IROs review the child’s health plan in their LAC review and would confirm the above 

prevalence of health and emotional disorders. The services provided by the child 

psychologist supporting carers is valued, as access to specialist CAMHS services remains 

frustrating due to waiting times and demand generally for this service and the need for 

children to be in stable placements which can support them through the impact of therapy. 

IROs regularly discuss cases with the CLA Nurse and seek advice and information from 

her as needed. Annual health assessments are undertaken by both the designated 

paediatrician and the Looked After Nurse and IROs are sent a copy of the assessment 

directly.  

  

 

Quality Assurance   

 

During the last few years greater emphasis has been given to the QA role of IROs to 

promote the best care for our Children Looked After, partly influenced by Ofsted feedback. 

IROs monitor the practice in relation to the child’s care planning through the review process 

and by maintaining oversight of the case between reviews. This has two purposes: 

 to ensure review recommendations are progressed and  

 to quality assure the work. 

In the year, 45 Quality Assurance Records relating to Children Looked After were raised. 

Managers do not always respond in a timely way and in a number of cases escalation to 

Service Manger has been required to gain a written response. This is not to say the 

manager has not actioned any necessary work, this has frequently been discussed with 

the IRO and plans agreed to address the issue. 

Progress between reviews is monitored through the social care records and routine 

communications between the IRO and social worker, enabling IROs to have a good 

understanding of a child’s day to day life. IROs record on the child’s file actions they take 

to monitor progress. Any concerns regarding practice or progress are recorded formally 

through the Quality Assurance and Resolution process, sent to the responsible manager. 

The role of the IRO is to confirm agreement to the response and proposed actions and 

ensure this addresses the concerns. Should the issue fail to be addressed to the 
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satisfaction of the IRO the issue is escalated to Service Manager and then Head of Service. 

If required the formal Dispute Resolution Process is invoked and a referral to CAFCASS 

can be made, in extreme cases. We have access to independent legal advice through a 

tripartite arrangement with two other Local Authorities.  During the period of this report we 

have not needed to refer to CAFCASS any issues identified through the QA Process which 

have not been resolved. The QA form and response and any associated action by the IRO 

are recorded on the child’s records. 

 

A checklist for every child, is completed by the IRO as part of their preparation for the 

review. The purpose of the checklist is to ensure key information relating to the child is 

complete, current and accessible and evidences IRO oversight of the child’s recorded 

information and case file.  

 

Key themes from the checklists and Quality Assurance Resolution records are reported 

to Senior Leadership Team on a monthly basis via the QARU Performance report which 

also identifies any specific issues or pressures on the service. 

 

Key themes checklists have identified: 

 

 Parents’ details not being fully recorded especially information about a child’s father and 

whether he holds Parental Responsibility 

 Children not being prepared by their social worker for their review 

 Delegated Authority not being completed, this details what foster carers can agree to  

 Child’s chronology detailing events in their lives not being kept up to date  

 IROs not being informed of significant events in the child’s life  

 Instances where social worker had not seen the child in statutory timescales 

 Child’s legal status not being recorded or not being updated following Court 

Proceedings 

 

However during the course of the year there is evidence of improvement especially in 

relation to  

 Completion of Delegated Authority. 

 IROs being kept updated re changes in a child’s life 

 Children being seen within statutory timescales. 

 Recording of legal status.  

      A QAR is not raised for all issues and there is a need for greater consistency among 

IROs. Whilst it is correct that some issues can be resolved by discussion to support 

improving practice, there must be consistent use of the QAR and managers should 

respond in a timely way. 
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Summary  

 

What is working well?     

 

 Stable experienced team of IROs committed to achieving the best for Looked After 

Children 

 Continuing development of the Quality Assurance function of the role and team 

providing oversight of practice across Integrated Children’s Services and production 

of monthly Performance reports to Senior Leadership Team 

 Quality Assurance Records and checklists are identifying and resolving identified 

worries and evidencing on the child’s record the work of the IRO and the difference 

they make 

 Increasing contact with children and young people between reviews developing their 

relationship with their IRO, enabling them to share their wishes and feelings 

 The IRO is frequently the one professional who maintains contact with the child/young 

person throughout their care journey and has the most consistent knowledge of their 

history and their needs 

 Increasing high level of participation by children and young people in their reviews and 

offer of Independent Advocacy to children in care 

 Clear standards for CLA reviews provide clarity regarding expectations of roles, tasks 

related to reviews for Children Looked After, identifying “what good looks like” and how 

this will be monitored, including what the IRO must be informed of. 

 

 

 

What are we worried about? 

 

 

 Changes to the CLA paperwork has caused significant complications to the process 

of the review for social workers and IROs, with so many steps needed before the 

review paperwork is completed causing delay. It has also resulted in onerous and 

repetitive paperwork being sent out to children, young people and families.  

 Review notes are not all being written up and distributed within the 20 day timescale, 

often due to the delay caused by mosaic review steps not completed, see above. 

 Fathers are frequently not as involved in the review process and child’s life as we 

would like 

 Low numbers of words and pictures on record. All our children and young people 

should have a “words and pictures” explanation of why they are in foster care, ideally 

prior to coming into care or very shortly afterwards and this should be updated.  

 Despite the Consultation forms “Tell us what you think” being updated,  very few 

children and young people complete these and they are not encouraged and  assisted 

to, so we have very little written evidence of their views about the care and service 

they receive 

 Children and young people continue to experience changes of social workers due 

to staffing issues 
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 Quality Assurance Records are more evident but need to be used more 

consistently by IROs,   Managers are not always responding in a timely way and 

IROs are not checking that agreed actions have been completed. 

 Quality Assurance Records have only been raised in relation to “internal” issues. 

IROs need to be challenging our partner “Corporate Parents” 

 

 

Progress on 2019 Action Plan 

 

Plan Objective Action- What 
needs to happen 

How Progress 

IROs will aim to 

develop trusting 

and supportive 

relationships with 

the children and 

young people they 

work with so that 

they are able to fully 

represent their 

voice and 

strengthen their 

advocacy role. 

IROs will offer all of 

the children and young 

people they work with 

the opportunity to meet 

with them, or have 

other contact i.e. calls, 

texts in between 

statutory reviews i.e. 

midway review. 

Children and young 

people will be able to 

contact their IRO when 

they wish to. 

 

 

 

This offer of meeting, 

calling, texting will be 

made at each review and 

recorded. Visits, calls, 

texts will be recorded and 

midway overview also 

noted on child /young 

person’s record. 

 

 

 

 

There is evidence on 

children’s records and 

in checklists of a 

higher level of contact 

between children and 

their IROs between 

reviews. Children and 

young people have 

contact details of their 

IRO, provided in 

introductory leaflets 

and with business 

cards and are 

encouraged to keep in 

contact with their 

IROs. 

To enable IROs to 

develop their 

knowledge of and 

skills using Signs of 

Safety and 

disseminate this 

across the service. 

All team members will 

maintain their learning 

and skills in relation to 

the Signs of Safety 

model and role model 

its use and they will 

support staff to 

practice using the 

approach. 

All team members who 

are practice leads will 

attend regular practice 

lead development days 

and input into the teams 

own development 

meetings. They will 

support and encourage 

social work colleagues to 

improve all areas of 

practice. 

All team members 

other than one are 

Signs of Safety 

practice leads, and 

keep up to date by 

attending regular 

practice lead 

workshops and peer 

group training with our 

signs of safety 

consultant and a 

neighbouring authority  

IROs will report on 

and identify areas 

of practice that 

need to be 

improved. 

IROs will complete 

checklists when 

preparing for CLA 

reviews and to identify 

any gaps in practice 

and recording. 

 

Monthly reporting on 

themes from the 

checklists. 

Checklist are 

competed for every 

review and the themes 

and issues they 

highlight are reported 

on, to the senior 

leadership team each 

month in the team 
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manager’s monthly 

report.  

Clear 

communication 

between social 

work teams and 

QARU; 

collaborative, co- 

operative working to 

achieve best 

outcomes for all our 

children and young 

people. 

Practice issues are 

addressed swiftly and 

robustly, there is a 

clear understanding of 

the role of QARU and 

new information and 

changes to practice 

are swiftly 

disseminated. 

Professional, 

productive 

relationships are 

established to the 

benefit of families’ 

children and young 

people. 

QARU links to teams to 

be re-established. 

IROs, QARU Manager 

attending team meetings 

annually. 

Team links have been 

established and IROs 

have made contact 

with the teams to 

which they are linked, 

they are attending 

team meetings and 

agreeing ways to 

establish and maintain 

firm links. 

QARs are 

responded to within 

expected 

timescales. 

Children and young 

people experience 

excellent service 

and a swift 

response when 

things need to be 

rectified.  

A process of closing 

the loop i.e. follow up 

and escalation if 

necessary, and 

closure when 

completed is being 

embedded and will be 

part of ongoing team 

plan. 

IROs raise practice issues 

e.g. drift and delay swiftly 

when necessary, team 

managers respond in 

timescale requested, 

IROs ensure they follow 

up issues raised until a 

satisfactory conclusion is 

reached and this is 

recorded for children and 

young people. 

 

A process of following 

up on issues raised, 

ensuing a timely 

response and closing 

QARs on the record 

when it is satisfactorily 

resolved is in place 

and the practice is 

improving. Team 

manager follows up 

regularly to ensure 

responses are sought. 

Looked after young 

people reaching 18 

will be offered 

continued IRO input 

for their pathway 

plan meetings if 

they so wish. 

Ensure the CLA review 

processes adequately 

deals with the 

transition to adulthood, 

by asking young 

people if they wish 

continued IRO 

involvement, as this is 

a known area of 

concern in planning for 

young people. 

All young people leaving 

the care of the authority 

will be offered a review 

within six months of 

leaving care, which they 

are free to decline if they 

so wish. 

There will be a number of 

young people who are so 

well-embedded in their 

caring environment that 

further IRO oversight 

would be unnecessary or 

intrusive. 

This is in place and 

embedded in practice. 



19 

 

IRO role is fully 

understood and 

embedded by 

ASYE academy 

members. 

The role of the IRO, 

expectations in relation 

to CLA reviews and 

the quality assurance 

function of the team to 

be explained to 

members of the ASYE 

Academy. 

IROs will meet with 

ASYEs to ensure they 

have an understanding of 

IRO role. 

This has been 

embedded and is 

happening.  

IROs contribute to 

both the QPF and 

the GPW on a 

regular basis, 

sharing their role, 

knowledge and 

experience in 

relation to identified 

themes. 

IROs will contribute to 

these two forums 

when they are asked 

and when themes are 

within their areas of 

expertise. 

IROs will be asked for 

their contributions and 

take an active part in 

these two forums. 

This is happening 

regularly and is 

embedded in practice. 

Team development 

time to discuss and 

focus on 

professional 

development. 

To have a strong 

sense of team identity, 

function and role and 

to be making a 

contribution and 

difference to the lives 

of children and young 

people. 

Agree a schedule of 

development issues over 

the coming six months 

which will use the 

expertise within the team 

and for team members to 

take a lead in facilitating 

learning. 

Plan for team 

development is in 

place and regular 

meetings scheduled 

and attended by all 

team members. 

The Team will have 

extensive 

knowledge in 

specific and 

relevant areas of 

practice, and share 

this with colleagues 

across the service. 

IROs will develop 

specialist interest 

areas and ensure they 

are up to date with 

research and training 

in these areas of 

interest. 

IROs will ensure they 

keep themselves fully 

informed in specific areas 

of practice interests and 

impart this knowledge to 

colleagues and other 

professionals to influence 

services.  

This is in place and 

embedded in the team. 

IROs will be aware 

of children and 

young people at risk 

of exploitation and 

those going missing 

and through their 

oversight will 

ensure risk is being 

robustly addressed. 

IROs will ensure they 

have oversight of any 

children and young 

people on their case 

load who are at risk in 

these areas and take 

action as appropriate. 

Weekly SERAF and 

missing reports will be 

shared with the Team. 

This is happening and 

IROs follow up on 

missing reports 

relating to their 

children and young 

people as appropriate. 

IROs will be 

instrumental in 

ensuring quality 

across the service. 

IROs will have an 

overview of children 

from front door to CLA 

and be confident about 

what good looks like 

IRO will be involved in the 

monthly thematic audits of 

CLA work with an 

additional focus on 

challenge. 

This is in place and 

embedded. IROs take 

part in deep dive 

audits across the 
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 and where 

improvement and 

challenge are needed. 

service and in dip 

sample auditing.  

IROs will raise 

issues for children 

and young people 

with those able to 

effect change and 

children and young 

people will see 

them responded to 

and resolved.  

QARs are responded 

to within expected 

timescales and issues 

raised in them 

addressed and 

resolved without drift 

and delay.  

QARs are raised by IROs, 

and social workers team 

managers respond within 

the timescales specified.  

IROs raise QARs 

when issues need to 

be addressed or 

brought to the 

attention on social 

workers team 

managers and service 

manager including 

good practice, and 

they follow them up to 

satisfactory 

conclusions. 

Children and young 

people will take an 

active role in their 

review meetings 

and some will chair 

them. 

To support children 

and young people to 

chair their own 

reviews, or specific 

parts of their review.  

IROs will make this offer 

to all young people and 

support them to run their 

own review if they wish to 

do so. 

There has been an 

increased uptake of 

C&YP taking an active 

role in their meetings 

in creative and diverse 

ways. 

IROs will ensure 

that children and 

young people’s 

views are heard 

responded to and 

recorded. 

All contact IROs have 

with children & young 

people including visits, 

conversation, texts etc. 

will be recorded on the 

child's record and will 

evidence the child 

/young person's views 

and comments. 

IRO/ will talk to children 

and young people for 

whom they are IRO, to 

gather their views and will 

ensure that social workers 

bring children’s views to 

CLA reviews and 

conferences.   

Recording of IRO 

interactions with C&YP 

has notably improved, 

IROs are asked to 

monitor their 

performance around 

this on checklists.  

IROs will ensure 

that children and 

young people’s 

views are heard, 

responded to and 

recorded. 

CLA Reviews will 

evidence the 

child/young person's 

contribution and the 

IRO will seek their 

views independently 

from their social 

worker. 

IROs will speak with 

children alone to gather 

their views and be 

available to them in 

between. 

 

C&YPs participation in 

the review process is 

encouraged and 

recorded and is 

currently at 98% 
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Training and Development 

 

The team worked closely with Claire Burgess D of E advisor to develop and to implement a 

service improvement plan. In 2018 and early 2019 Claire facilitated workshops alongside the 

team manager and in collaboration with the team to drive forward the plan and create positive 

change in service delivery. In October of 2019 Claire returned to work with the team on a 

consolidating workshop, at which the significant changes and improvements the team had 

made, were recognised. The service and improvement plan was signed off and ongoing tasks 

incorporated into the annual team plan. The team appreciated the support and learning 

opportunities afforded by the D of E input and feedback was that they felt clearer about the 

role of IRO and its capacity to make a significant and positive impact on the lives of Children 

and Young People who are Looked After.  

 

The Team will continue to use monthly development days to ensure we continue to improve, 

learn and challenge our practice.  

 

The team have been involved in a peer review programme with a neighbouring authority, 

North Somerset. This involved a joint training day in November 2019, alongside the 

authority’s Signs of Safety consultant and the practice lead. The day focused on IRO 

challenge, the implementation of Signs of Safety in meetings and developing the team’s 

“bottom lines”.  There was a plan in place over February, March and April 2020, for 

colleagues from the two authorities to observe each other’s meetings and use the peer 

auditing tool we have developed to gather information and learning.  A further joint training 

day was planned in May 2020 to disseminate the learning from this exercise. This has 

obviously been impacted by Covid 19 pandemic restrictions, however we plan to consider 

how we can continue to work with North Somerset and use the peer review programme going 

forward. 

 

All the team have worked closely with Jo Hillier the local authorities practice lead to improve, 

promote and implement Signs of Safety across the service and in their own practice. The 

QARU manager has now completed the necessary training and been accredited to deliver 

the two day introductory Signs of Safety training, within South Gloucestershire. This will 

ensure that the team is at the forefront of promoting this practice across the service. Our 

current aim is bringing a clearer Signs of Safety focus when working with Children Looked 

After. For example ensuring that all our children and young people have an explanation i.e. 

“words and pictures” about why they are living in foster care, ideally before they become 

looked after or very soon afterwards.      

 

Doreen Luff 

Quality Assurance and Reviewing Unit Manager 

June 2020 

 

 

 

 


